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THS CHALL NG OF RiCORDS KANAGHWZNT

(Adacted SraR W ONSbERERYSASEZ00ST077Z5 T CARDRIAAE RARAAIMAO Wi sr,

glven at tha Records Officers' Conference, November 1959.)

I'm sure most of you recall these words of Rudyard Xipling:

"] kesp six honest serving.men,

(They taught me all. I knew):

Thoir names are What, and Why and When
And How and Where and Who.

Today, with apologies to Mr. Kiplin-, but in keeping with the pablic speaking
principle of covering but thres main points, I should like to cover the What,
Why, and How of Records Management. Specifically, I should like to answer
thess questions: Whgt is Records Management? Why is it needed? and How can
your records manigemsnt program be made more effective.

1 wish to ansier thase questions so that with a better understanding of Records

Management you can do two things:

1. Measure the mweds of your office for a more effective Records
Management brogram, armd ...

2, Determins how the Records F.magemnt Stafl can help you meet
these needs. '

To develop an understanding of Records Management, mit ne to draw an analogy.

Tho water in our migity rivers is essential. But at times these waters have

gone out of control; the rivers have overflowed their banks; waste and destruction

have resulted.
Paperwork too, 18 ezsential. Indced it is the 1ife blood of oup agency. But

paperwork too, if it remains uncontrolled, can become a wasteful, unmanageable

torrant.

Civil enzineers have, out of necessity, developed flood control prograns.
liinagement engineers, equally out of necessity, have designed a paperwork
control program. We call this program Records Management.

We've stopced just cussing papsrvork. Now we're damming it also.

In drawing this analogy, I use the words "control" amd "dan" reservedly, for
fear that some of you will interpret Records Managemsnt as a work stoppage -
a no progress action.

To the contrary, as I snall demonstrate, Records Management 1s an action pro-
gram, it produces results.
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The term oontrol sim rafers to an or nizod apnroach, tailored according

" to certain s A1 Rysese 309u6T HoB L7 ¢ 0PIRURRP AN FoBroach
as the integration into a going program or a11 the elements nteded to manage
paperwork from its creation to its cremation.

So let's take a few moments to look at the wvarious slements that go into the
bullding of a papsrwork flood control project.

To manage paperwork at its source, you should direct attention to your forms,
rsports and corresporxience. wWhile differsnt standards and apuroaches are
apprlied to managing each of thece record making elements, I've grouped them
together for Lrevity, and since in general they have these common goals:
~ 1., lmprove the quality of paperwork

2, Zliminate and prevent unnecessary paperwork, and

3. Reduce the cost of creating paperwork
To manage the keeping of records, your program should cover

1. Filing wmupplies and Iquipment

2. ¥File locatlons, systems and classification plans |

3. Document processing .ind oontrol, ard

b, Vital Records
This coverage will:

1. Reduce costs for \suppnos. equipment, and office space.

2. Increase filing and finding efficlency

3. Speed up the processing and locating of doocuments

4., Znsure continued operations in the event of a disaster.
To manage the disposition of records, your progrdm should includes

1. Active Records Control Schedules on all records, and

2, Use of Records Center facilities.
By Ian "Active Records Control Schedule” I am referring to a current, approved
schedule (or inventory, if you wish) of your records holdings - a schedule
which provides the legal authority to destroy records, or to rotire them to

the Records Canter. The word "Active® also implies that such a schedule is
being aprlied. ‘
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_ The Records Control Schedule therefore is the key to records disposition,
which 1in turfRErYved For Release 2005/07/25 : CIA-RDP70-00211R000500050038-9

1. Save Office Spage... by removing from your office those
records no longer nesded in daily opsrations.

2. Saye referepce and filing time... Ly separating inactive
records from active material.

3. Reduce filing eguipment costs... by preventing the purchase
of additional equipment or by releasing equipment for use in
other components, and '

4. JIdentify persanently valugble recopdg... tbose records of
archival value to the Agency.

Thus, in the time pormitted, I hope I have shown what Records Namagemont is.
To summarize a moment, let's get back to the dam. ’

These, thersfore, are the tasic elements of paperwork that should be covered
if a Records Management Frogram is to be effective. The abgsence of any seg-
ment of the dam would result in dollar leaks as assuredly as a holz in the
bottom of the Hoover Dam would drain Lake iead. I°m sure I can illustrate
this more vividly in covering point two of this talk, "W#hy is Records Fanage=
ment needed?"

We have two reasons for a Records Managemsnt Program @I - a legal one
and a moral one. '

The legal one stems from a history of attempts at records management dating
back to the late 1800°s. 7Prior to World War I four separate vongressional
aomittaos;gattacked the mounting records protlem. Soma of their recommen.
dations are commonplace today. They concerned the use of typowriters and
carbon paper, subject and decimal filing, and the disposal of useless Iiles.

Unfortunately, these early commissions brousht about only transitory i'aaulta.
World War I, the public support years during the depression, ard World War 1,
sncreasod Federal records holding to a point that demanded drastic action.

The military services took the lead. Of these, the Navy Department made the
greatest strides. The Navy plan brought all of the elements of records man-
agement, that is, record making, record keeping, and records disposition
within the scope of a coordinated program. This concept is still advocated
tOday °

I would say, therefors, that, notwithstanding the accomplishments of other

agencies, some of which pre-dated Navy’s, the Navy Department deserves much
credit for the success of Records Management in Government today .
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In particular, Navy’s accom:lishmsents lead to the rocommendations of the
' First Hoodmproomeisetbieleasagions5QRidh: GALRER 8-0021 RISOSO MG Refit of
FL 754, roferred to as the Federal Hecords Aot of 1950.

The Faderal Records Act is CIA's legal authority for a Records Management
Irogram. The Act 1is also our lagal ouligation, for the Ueneral Counsel,
in October 1950, rendered the opinion that the Agency shall comply with
the Federal Hecords Act to the fullest extent possible.

The Foderal Records Act charges the head ol each Federal Agency with the
responsibility for: “establishing and miintaining an gciive., conti
program for the economlical and efficient munagement of the records of tihe
agency.” )

This Aet, thersfore, togetner with the Ueneral Counsel®s opinion, and the
Agency ilecords Mamegemont Hegulatlon, -43=190, torm the roundation rox the
Agency’s lecords Management Propgram.

As I sald, the Apgency also has a moral reason for practicing records man-
agement. Our moral obligatlion, and the obligation of each Government agency,
was trought forcefully home in 1954 when the Second Hoover Commission re-
ported that each year the Uovernment spends 34 billion to handle 25 billion
pleces of paper, and that $225 million dollars of this amount could ke saved
by greater emphasis on paperwork economy.

But what about ourselves. Do we fit into the picture dxjggn by the Hoover
Commission. Most emphatically: "Yes, we doi” I

There are those, however, who may think otherwiss, who fael that CIA is
different, and that its records problems can®t be compared with those of
other agencies. This kind of statement is sometimes offered with. the hope
that we can turn our backs to the problem.

To these people, I say, we are different. And this difference makes records
management even more appropriate to CIA than it is to many other agenoies.

Obviously, our security measures and the nature of intelligence activities
gonerate papsrwork whioh would ue considered abnormal in other agencies.
lioreover, we must retain our records for long, sometimes undetermined
periods 1f we are to carry out our intelligence mission.

Look at the effect that this has had on our record volume. Since 1952 our
records volume has almost tripled. Fortunately, increased records minaze-
ment activity in the pust four years has brought about a marked ducline in
the rate of increase.

But the Agency is still orsating each year some 200 million pages of record
material. (And heaven only knows how much we receive from the outside.)

-ha
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No wonder Mr. Kirkpatrick, NNGmenentNENg. «as yuoted as saying:

. nrhore are tiAGPNNSS Eotifalzacar2(restas : Twerb o bae HAGHRR R0
be to bundle up moat of our paper amd drop it on thql."

As I stand here, realisin; that every minute some 1600 pleces of paper
are being ground out in the Agency, I begin to feel thers is some value
in long winded speeches and drawn out conferences. At least the captive
group is not back at the of fice oreating any more papervwork.

Unguestionably, the overall need for records management is great. let's
ta.o a few moments, then, to examine this nsed according to the main ole-
ments of records managemenmt. I would like to do this by first showing you
what has besn done, and then what's to e done.

In 1954, almost 1100 forms were under control. Since then about 2,000 new
forms have been brought within the scope of the Porms Managemant Program.
Sinple addition would give you an inventory today of 3,100 forms. However,
‘the number of forms under control today is less than 2,000. The 1,100 or
so forms not included in today®’s inventory are the ones obsoleted through
forms analysis.

This is Forms Hanagement in action, not in theory, A continuous costereduction
affort, aimed at putting welledesigned, efficient-to-use forms in the hands

of our people while sesing to it that unnecessary forms are avolded or
eliminated.

This slide also shoss another result of Forms Management. As we have in-
areased our forms analysis activity, tho average annual usage per form has
decreased. Prior to 1955 the average annual usage per form was over 19,000
coples. Since then, with more forms being trought under control, the amnual
usage per form has averaged 1less than 13,000 copies. At todays inventory,
this reduction represents the avoldance of printing, handling, and stocking
almost 12 million forms for the current year.

But let's look at the other side of the plcture.

There’s a big job still to be dome in forms management. In addition to
providing continuous service on tne forms already under control, there is
tho staggering task of rounding up and analysing the thousands of "bootleg"
forms that the do-it-yourself addicts have developed. We estimate that
there are at lsast 20,000 of these.

'AIn Reports Managemsnt, unquestionably, there is mors ahead than behind us.
However, we have made some pProgress.

In late 1955 and early 1956, with the help of Operati Offices, we inven-

toried and analyzed all the reports in the DD/S and ID/I areas. We dis-
covered several interesting things.

5=
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1. In the DD/S and DD/Rareas,. man houra par year are STAT
sperftPBrp YepdhersRel 2mmmcmc$mm Rg&osggmggg-g
reports that were transmitted solely within Operating . :

2.

STAT

3. Reports mmgomeni produces results. The one-shot survey in
155 and 56 eliminated [  |annual man hours of reporting.  STAT

. The survey pointed out that if reports management is to continue
successfully, that is, as a papervork control technique, 1t
must be applied to every administrative reporting requiremsnt in
every component in the Agency. :

Nov this is a tig order, and we've never had the manpower for a program of
such scope. But as somebody once gald: "Life by the yard 1s hard, ut
by the inch it's a cinch.” So instead of biting off the entire problem,
we can approach it step-by-step.

One a 'croach, and it appears to Le the one most logical and feasible, is
to examine the reportinz requiremsnts within only one support area at a
tims, tut to do this from top to bottom within a glven organization. Of
course, the larger the organization, the mors e-lective the study. We
could, for example, start with a support function such as training, and
trace the effect of its reporting requiremsnts on all Agency components.
Simultaneously, a soreening system would Le established to ensure that
all proposed requirsments for reports are reviewed for necessity prior to
being levied. I would also propose that all approved reportiny regquire-
ments bs assigned.a symbol to indicate their apgroved status and to identify
them for possitle future study.

I foel that this step is essential. There's no point in rounding up a
bunch of mavericks unless you brand them so that you can check up on them
later on.

The third element in the management of record making is Correspondence
Fanagement .

In this field, too, we have made encouraging Progress--sons through friendly
persuasion and promotion.-some through official prodding. 4s an axample of
the latter, a revised manual on correspondence style and procedures was
puclished in the handbook series.

But we've discovered that pride of authorship plays such an important role
in the correspondence field, that the friendly persuasion approach o=
duces better results than regulations. On this premiso, we have promoted
rather than regulated such practices ass
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1. The uyse of © sléps. telephone oalls, personal contacts,
ommwfﬁi'i 550180/ Na$1E oA TOELENNR0 0sh 3853359

..

means to eliminate the meed for correspondencs.
2. Tho elimination of nonessential coples.

3. The use of form letters and pattern paragraphs to handle routine
repetitive-type ocorrespondence.

4., The use of judgment in approving a 1etter for sigmture, putting
aside whins and personal preferences, and

5. The technique of writing to express, mot lmpress.

Obviously, these are practices that can't be regulated. So we have promoted
them Ly publicizinz and making avallable booklets by General Service Admin-

tatration such as Flain Lsttera, Form Lettars, amd Guide Letters, as well as
pamphlets, articlns, and fliers written by the Records Kanapoment 3taff.

In addition, to cover the fleld fully, we are conatantly on the alert for
nes labor saving devices to provide our Agency typists and stenographers
with the best tools to do thelr jobs. Ingidently here we gat quite an
assist from the gals themselves with their employse suggestions.

Turning now to what's to be done in Correspondence ilanagement, we find that
onr future program will be mainly a continuation of past activity, with
groater emphasis in somo arsas.

For exampls, a U. 3. Government Correspondence liinual has been developed
under the auspices of the General Services Administration. CIA was priv-
jleged to be represented on the working committee that developed the manual.
A1l Government agencies are Leing asked to compb—entiiiamnanuak-tmic-be
adopt 1t in whole or in part. For CIA to carry out its obligatlon we should
form a correspondence style board to pass judgment on the manual. This will
be an excellent opportunily for us to reappraise our own Agency correspondence
practices in light of what the leading correspondance practitionors in Covarne
ment havs recommended.

Thers are also many opportunities to reduce thoe cost of repstitive routine
correspondence by developing form and guide letters. Amd frankly, many of
the form letters presently used could stand soms polishing, partioularly
tnose, like the bootleg forms, that have been run off on ditto and mimeo-
graph machines by the do-it-yourselfers.

And as long as the manufacturers continus to come out with new labor saving
devices, we shall continus our ssarch for Letter tools for the secretary
and typist.

With Correspondence lianagement I have thus coversd the nsed for Records
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. hanagemont in the record makins fiold; that is, the need for Forms lLanage-
ment, ReportPAAHNN,RaleR ToPP98(bHasrdel At éRdiii 1 1RARISONISA0I3 Shg
thereforea. into the fleld of record keeping.

1t has besen said t ut a records management program that does not control
the utilizatlion of filing supplies und equipment 1s doomsd to failure, 1
can telleve this.

Consider for a moment what the Agenoy situation would iLe today if the condie.
tions of about 1952 had besn continued. At that time 54 types of folders
wers being purchased by the Agency. I'oday we stock only nine types. JSeven-
teen types of safes wers belng stocked; na:/ we carry only six.

Also, in the sarly days of the lrogram, poor or little use was being made
oi snecialized files. Today, with more experience in this field, we are
able to advise ofIicers on the advantages and disadvantapes of using the
many types of mochanizod files, as well as the recent substitute for filing
cabinetsewonen shelf {1ling equipment. Our recommendations for shelf
£filing alone have pLayesd r*tvtdonds of over $20),000 in equipment and space
savings.

The establishment of uniform filin: systoms andja file classificatlion plan
for administrative files also has payed off harfsomoely. By providing a
basie pulde, the Arency llindbook for Sul.ject Filing, a M 49riing with
various offices, we have promoted the conversion of 280 files to
the improved uniform system.

Simaltaneously with improving their filing systems, many off{ices have also
¢iven thelr document control procedures a new look. Uone {rom many offices
is the cumborsom2 log book, replaced by a modern 2" x 5* ticket system.
Th: system begins at a reglstry where at one writing the reglistry clerk
makes snough tickets to provide copies for her needs, as well as for the
logring and cross-raferenoing naeds of eaoh subordlnaté control pofmt.

CHonme.
“'e. are-else—in-Ltha_proce-s—ef-refiming.a,pystem, developed last yaar, which
combines into one operation the several stups required to prepare a courior
receipt, log out a plece of maill, and address the envelope,

#hile developing and promoting these many and varlied improvements in record
keaping, we have not lost sight of the world situation. &Hssential to the
continuance of every office in the event of an emergency are ths vital
records being set aside, protected, and kept up-to-date. 1 shall comuent
on this program only to the sxtent that it has shown steady improvement in
the quality and currency of collections on daposit, and in the operations
ol the Vital Records repository. Only recently we combined the Records
Center and the Repository, and further streamlining is underway.

Well, so much tor what’s been done in managlng record keeping. What about
the job ahead. Let me say that while a great deal has been accomplished,

-Bu
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we are lar MEPB?%V d?:ut. of work.
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Our review of requirements for tiling supplies and equipment must be cone
tinued to prevent the purchase of expensive specializedequipment which
cannot be justified. Un the other hand, with office space at a premium and
manpower costs high, we must not overlook any advantageous uss of modern
labor and space saving equipment. '

There is S?MMO be done to standardize and modernize filing systems,
We know of jthat should be converted to the Agency
subject-mumeric filing system. In addition, there is the wide open field
for developing standard file classification plan for analyste! files,

The extension of modern document controls, too, needs promoting. :
[ this is a major task in itself.

And finally, our vital records must be kept in a constant state of readi-
nes:, but at a cost that is within reason. This calls for a ocontinuing
appraisal of the rscords on deposit and a search for more officient ways
to carry out the Frogram.

- 1%ve discussed the nesd to manage rsocord making and record keesping. Now,

what about record dispositlont

Zarlier, I showed you this slide and mentioned that, while the volume of
records in headquarters has continued to rise, the rate of ¢limb has de-
creasad in the past four years. We credit this decline primarily to re-
gords disposition. :

Since inception of the Agency Records Disposition Frogram in 1952, over
85,000 cublic feet of inactive records have been removed from headquarters
offices. Had these racords remained in offices, they would have occupied
space which could have accomodated over 1,000 employees. In addition,
the retention of these records in office space would have called for the
purchase of over 10,640 additional pleces of filing equipment costing
more than 32 3/4 million. We have conservatlvely estimated that the
total dollar benefit from the Records Dispositlon Program to date 1s ale
most $3 million. Not included in this estimate are personnel benefits
that must have accrued in those offices that have had fewer records to
stors and maintaln,

We feel that this is a pretty impressive record, and that all who have con.
tributed should be justly proud. But before we get too self assured, let's
look at the problem ahead.

We're really faced with two problems: First, existling within sant space
in the face of an increasing number of records, and secondly, (which 1s

more serious) finding space in the new building for the entire accumulation
of records,

-g-
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Of course, the space problem is Just one rasult of huving too many records.
There are also the increased narsonnel and egulpment costs incidental to
maintaining this hoard of paper, ard even more sorious, ths detrimental,
bogging down effect this mass can have on our operations.

Jith recoids disposition 1 have thus covered the nsed for records manage-
mant through the full cycle of paperwork. DMNow, I wish to put a question
to you. Is the records management program in your office an effective one
in terms of meeting the need for controlling the full cycle of paperwork?
Or asked another way: ire there any dollar leaks in ygur puperwork control
damt

If this talk has called to light any weaknesses in your program, then our
time has bsen well spent. Ubut to stop nere would oe committing a major
sin in our business. That i3, to point up a problem but offer no solution.
30 for a few moments let’s probe the last point I have plannsd to cover:
How can your program bes made moro effective.

1 think our a, oroach should be based on a premise developed by Hr. ilobert
Sehiff, of the Natlonal Records Management Council. He said: "The records
management force should te as effective as the forces organized to mroduce
papsrwork."” '

1 would also add another premise on which to base our approach. "Offices
responsitle for oreating paperwork should share squally in controlling it."

If you will accept these two premises, I think you®ll agres tnat they place
upon each Opsrating Office and upon youyss.s Records Offlcer a direct
responsibility to carry out an effective Records il:nagement rrogram. And
as the first premise implies, an effsctive program will depend on an ef-
fectiva records manigemsnt force.

I'm not surs of Mr. Schiff’s definition of a records management force, but
1 would interpret it to be the entire organized effort in an office to
manage 1ts paperwork and records. And if I were responsible for a records
minagement rrogram in an Operating Office, 1'd apnly the *T" formula to de-
velop this force.

The first. "T" would be top management's backing of the program by directions
and actlions.

¥y second "I" would be the temperment of the people in the office towards
r:cords mamagement. I :rould establish a climate of acceptance in which
records management would thrive,

-1 =
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%y third "T® would be my talent for records management. If I wers not

"7 fally qualifyed, Xl pee fachtetiudsb7imsammAsRDP The ORGS0 (5ED38-9

area offers opportunities for acquiring professionalism in the
records management field. There are excellent courses at American Uni-
varsity and at the Department of Agriculture Oraeduate School. Also, the
Records Management Staff will be glad to provide on-the-job training.

My fourth "T" would be time. That is, I would convince ny boss that 1
nesdsd sufficlent time to do a ereditable job.

Ard last, my fifth "T" would be "ties." I would strengthen the ties:

1. Between myself and the operating people. I would let them
#now where and how they could set help.

2. Detween myself and my Operating Official. I would let him
know ry plans, my problems, and my accomplishments.

3. Between myself and the Racords lianagement Staff.

I would strenjzthen all three of these tias. knosing that each one is
neaded if wa are to meet the challenge of records management. .
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